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Simply to deliver a 
perspective on developing 
better measurement and 
communication tools for 

librarians

My Message…



1. Sustaining Relevance
2. Millennial user behaviors
3. Diversity Services
4. E-Learning and Distance Education
5. Justifying growth and projects – Measures not Stats
6. Understanding mutating (not changing) usage patterns – info 

not data
7. Building community alliances
8. Building for the future and not repairing the present
9. Productivity and shifting staff resources
10. Balancing print, electronic and new services and resources
11. Budgets and Fundraising

What are some of the things 
libraries worry about?

Stephen Abrams, Sirsi/Dynix



Big Questions
Are our current measures helping us address these concerns?
Can we make strategic decisions using our current data?
Can anyone (librarian or not) pick up our current measures and 
understand the strategy we are following (within our state or 
nationally as a whole)?
Can we back up qualitative stories with quantitative 
measurements and data?
If we had the proofs, would it help our strategies, fundraising 
and tactical implementations?
Are we happy with the present?



How do you persuade?

Simply, make a serious effort to start 
understanding the users in terms of their real:

needs, preferences, and desires
goals and aspirations
expectations and assumptions
values and their beliefs
tolerance for risk and change

And then align this with all the operational 
components (processes, people, money) 



DE Customer Segmentation Study
Explorers: Users who are simply curious and love to learn new things, but do not have a content or 

subject agenda driving their visits. They know that they will find something interesting at the library.

Facilitators: Users who are there largely to support someone else. They come to cultivate library going 
and behavior in their children, or because they want to check out audio books for a friend. The 
purpose is to support someone else.

Scholars: Users who have a deep interest and a history of research work in one topic area. Examples of 
users in this category describe themselves as a “genealogist” or a “religious scholar.” These 
individuals often use the interlibrary loan services or travel to specific libraries with supportive 
collections.

Problem Solvers: Users who have a specific question or problem that they’re trying to solve. This 
includes users planning a trip, learning about a new pregnancy, or looking for information on how to 
write a successful job resume. 

Hobbyists: These users have a specific interest area, and visit the library to further that particular interest. 
Interesting examples include the NASCAR specialist and the Aviation buff, both of whom visit the 
library to stay on top of what is new in their field.



DE Customer Segmentation Study
Experience Seekers: These users perceive the library as a venue for entertainment or social connection. 

They come to the library to be around people, particularly people like themselves, or to read the 
newspaper. They may also come to check out books or DVD, but are less concerned about the books 
or DVD they choose, and really describe themselves as looking for something to occupy their time.

Patrons These users have a strong sense of belonging to the library, and join the local library immediately 
when they change communities. They often volunteer for the library, and go out of their way to bring 
other less committed users with them.

Spiritual Pilgrims: These users focus on the library as a place of reflection or rejuvenation. They speak 
of the library as their ‘peace’ place, or as a “constant” in their life.  They come to the library because 
it nurtures a spiritual need.

Others: This category includes a range of users whose motivations do not fall into any  of the above 
categories.  Examples include users who are at the library just to drop something off or pick 
something up, or the individual that has to prove he is at the library in order to get credit for another 
program.  Table 2 summarizes how the 113 library users are distributed across these nine categories.



Library Link
KEY CONCEPTS

Competing For The Future, Hamel & 
Prahalad, 1994
Get Back In The Box: Innovation From The 
Inside Out, Douglas Rushkoff, 2005

Core Competency, Business Purpose –
Collections, Learning



Outreach Partnering

Programming

Reference Readers 
Advisory

Library’s Core Purpose:
Collections available to:

Inform
Educate
Entertain



Why is Quality Essential? 
(meaning a fresh look at strategy alignment and 

measurement)



Acknowledgment…

According to Charles McClure, Director of 
Information from Florida State University, we 
must put an end to the library “adhocracy”
method of decision-making.

Library Journal, 2006



Must Coordinate Cooperation among 
“Silos”

Training
Programming

Organizational “Silos”

Finance
HR

Collection
Development

Service
Lines

Outreach

Planning/
Library

Development

Silos Enhance “Adhocracy”



Most of all: Strategy Alignment
Getting on the Same Page 

Agreement on vague goals is not enough!
Metaphor of crossing a river

Buy a boat 
Rent a helicopter
Build a bridge
Make a raft
Dig a tunnel

Each could be successful
Without a clear strategy, most effort is wasted



What Comprehensive Framework 
Shows the Path?



4 Measurement, Analysis & Knowledge Management4 Measurement, Analysis & Knowledge Management

Baldrige Quality Framework

1 Leadership

2 Strategic 
Planning

3 Customer
Focus

6 Process
Management

5 Human
Resources

7 Results

© 1997-2005 Quantum Performance Group, Inc.



BALDRIGE FRAMEWORK



CHARACTERISTICS DESCRIPTION

Directed toward 
business results

Organizational performance and results are a composite of the seven key performance areas.

Non-prescriptive
There are no requirements about how to implement the core values in a specific manner or the 
need to use any specific tools, techniques, technologies, systems or measures.

Supports goal-based 
diagnosis

The Criteria focus on requirements while the scoring system focuses on factors to use in 
assessing strengths and areas for improvements.

Supports a system 
perspective and 
emphasizes 
alignment

Requires improvement cycles at all levels and all parts of the organization. Strategic alignment 
is embedded in the cause and effect relationships and results orientation among all seven 
Criteria.

Comprehensive The Criteria cover all operations, processes and work units of the organizations, both internal 
and external.

Key Characteristics of the Baldrige Quality Criteria



What Is In It For Me?

Gap Analysis/Results
An assessment of where you are and the 
roadblocks that are preventing you from getting to 
where you want to be

A Global Sense of your SWOT (Focus)
What your Strengths, Weaknesses, Opportunities 
for Improvement, and Threats are

Feedback Report by Outside Examiners
Provides Strategic Focus (through SWOT) and 
the Consequences to the Organization if the 
necessary changes are not made



Most of ALL…

Gained credibility, and accountability
An acknowledgment (by the community in 
general) that your organization is a good 
steward of taxpayer dollars
Clear strategic path forward incorporating 

agility and securing sustainability
Change from culture of “adhocracy” to a 
culture of assessment and evolution



All this, as a Result of: 
Alignment & Integration



Some Delaware Facts:

Telephone Survey by UD
92% of library users, and
84% of non-library users

Said libraries are:
“vital” or “very important” to the quality of life in 
their community

“Delaware’s library collections are too small 
and are out of date”
“Almost without exception, Delaware’s public 
libraries are badly understaffed”



Some More Delaware Facts:

“Delaware has too many library buildings but less 
than half of the library space needed to offer high 
quality library service”

“Goal is a minimum of 10,000 SF per library”
22 libraries are less than 10,000 SF, of which 13 
libraries are 5,000 SF or less

“Unless a concerted effort is made to improve library 
services quickly, Delaware is likely to fall further 
behind because of its significant population growth”



Delaware Libraries

This is how the DE Quality Learning Journey 
Began: 

2002 to 2006



Be Our Guest: Perfecting the Art of 
Customer Service, Disney Institute

Systems
Back Stage Processes
Everything “speaks” to support 
Customer Service
Values
Service Standards

Library Link

KEY CONCEPTS



Library Link
KEY CONCEPTS

Diffusion Of Innovations, 
Everett Rogers, 1995

Innovators
Early Adopters
Early Majority
Late Majority
Laggards



Library Link
KEY CONCEPTS

The Discipline Of Market Leaders
Treacy and Wiersema 

Operational Excellence (Wal-Mart)
Product Leadership (innovators like 3M)
Customer Intimacy (Amazon)



Library Link KEY CONCEPTS
The Agenda by Michael Hammer

The (final) Customer comes first 
the collaborative works together to serve the final 
customer

The entire process should be designed as a unit 
all processes must be looked at in holistic terms

No activity should be performed more than once 
eliminating duplication of activities across all 
boundaries

The entire collaborative should operate with one 
database 

everyone shares the same version of all information

DELAWARE

Library
CARD



Baldrige Application…

First application in 2004—won the 
Commitment Award

The Delaware Quality Commitment Award recognizes businesses and organizations 
that are getting started in their quality journey. These organizations have put the 
basic quality building blocks in place that will lead them to future performance 
excellence. 

Second application in 2005—won the Merit 
Award

The Delaware Quality Award of Merit recognizes companies and organizations that 
demonstrate significant progress in their approach and deployment of quality 
systems. Although overall results may lack maturity, the Merit Award recipients are role 
models within Delaware in several of the seven Criteria categories. 



 
 

 
 
 
 

Vision 
 
 

Delaware libraries 1st in the nation 
Every Delawarean will have a library card, and will use it often! 

 
Providing Delawareans the best libraries in the nation. 

Seamless for customer, increase customer satisfaction & usage, libraries are essential 
 
 

Values 
 

Service, Access, Excellence 
 

Developed by participants in Be Our Guest Workshops∗  
and LSTA Planning Event in 2002 

 
 
 
 
 

Library’s Core Purpose 
 

Collections available to  
Inform 
Educate 
Entertain 

 
Developed by participants 

 in UD Performance Improvement Certificate Program∗ in 2003 
 
 
 

 
DDL Mission 

 
Library Development on behalf of Delawareans 

 
5Year Plan 

Using Baldrige criteria, document, create, measure, 
 improve the Statewide collaborative systems 

Maximize resources (staff, funding, time, etc.) & 
 reduce duplication of effort 

 



Numbers!...

“What do I do 
With all of the numbers?”

Quote From Annie Norman



Big Questions…

What is the change that we desire to 
bring to the organization?



Our Strategy Goal…

Follow the BSC (Balanced Scorecard) methodology
Present a more holistic view of the enterprise
Focus on underlying message in the data 
Incorporate a “dashboards” format for quick access
Create a metrics monitoring tool for decision support

what-if analysis
Alert threshold triggers

Shift the dynamic from static reporting to fluid analytics
Create a “Discovery” Environment



What is the Balanced Scorecard?

The BSC is a comprehensive management 
system

that clarifies, balances, and aligns an organization’s 
vision and strategy, and translates them into actions 
through the use of linked cause and effect performance 
measures into four perspectives (Customer, Internal 
Processes, Knowledge/Growth, and Financial). 

It is more than a simple measurement tool. 

It is mostly about aligning what we say and do, 
and provides focus on how to achieve the 
ultimate vision.

CUSTOMER

PROCESSES

PEOPLE

MONEY

Vision
Mission



A Common BSC Mistake

““The biggest mistake that organizations make is The biggest mistake that organizations make is 
thinking that the scorecard is just about thinking that the scorecard is just about 
measures.  Quite often they will develop a list of measures.  Quite often they will develop a list of 
financial and nonfinancial and non--financial measures and financial measures and 
believe they have a [balanced] scorecard.  This, believe they have a [balanced] scorecard.  This, 
I believe, is dangerous.I believe, is dangerous.””

David NortonDavid Norton



Dimensions of a Balanced Scorecard
The Two Dimensions of the Strategy Map: 
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Objective 2 

Objective 3 

Strategy Map Measure Targets Budget Initiatives 

Objective 1 

Alignment
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Ultimate Goal 
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M T B I 

M T B I Perspective 

Perspective 

Perspective 

Perspective 

From the “Measure of Library Excellence” Copyright 2006



Prioritization: Cause and Effect Relationship
 

Collect revenue to invest in 
resources/services W hy? 

Buy equipment, hire and 
train staff and produce a 
competent workforce 

D evelop efficient and 
effective processes that will 
enable the provision of 
seamless access to 
information in all formats 

Ensure customers are using 
our services and often 

D evelop a habit of reading 
and lifelong learning 

W hy? 

W hy? 

W hy? 

O bjectives/G oals (indicators 
of what to measure) 

H ow? 

H ow? 

H ow? 

H ow? 

From the “Measure of Library Excellence” Copyright 2006

Customer

Internal 
Processes

People

Money



BSC Strategic Questions

Customer Perspective
What do our internal and external customers need, 
want or expect?

Internal Perspective
On what must we focus our work efforts so we can 
meet customer/stakeholder needs within our financial 
constraints?
At what must we excel internally?
What is our Core Business?



BSC Strategic Questions cont’d

Learning and Growth Perspective
What must we do to enable our staff to carry our their 
work well? (work environment/conditions, right tools for right 
job, resource management)

How will we assure staff & organizational readiness?
(Training, empowerment)

Financial Perspective
What must we do well to be financially successful, so 
we can be sustainable and meet customer and 
stakeholder needs?



Based on those questions, develop for 
each…

Objectives/Goals
Measures
Initiatives/Activities
A Budget line item to correspond to and implement 
these

And then assign an “owner” (i.e. the responsibility) to a 
staff member so that they can assure, and take the 
lead in monitoring the realization of the objective and 
the progress on the measure.
VERY IMPORTANT IN GIVING MEANING TO A 
STAFF PERFORMANCE REVIEW IN 
GOVERNMENT





Our Mistakes…

The glass slipper effect:
Instead of looking at WHAT needed to be 
measured to realize our strategy and the change 
we were envisioning, we took the simple path by 
trying to fit the measures we already had into this 
change framework
We were “married” to the traditional four BSC 
perspectives, trying to “stuff” our six Baldrige 
result categories within them



The Result…

A scorecard with nothing but operational 
measures and very few, if any, strategic 
measures 

Example: Used raw Bibliostat or FSCS data like 
circulations or circulation per capita, vs. a collection 
development index taking into consideration many 
factors, by relativity.

Combined, and therefore made invisible, 
some essential operational pieces

To Illustrate…..



BALDRIGE FRAMEWORK



TRADITIONAL BALANCED 
PERSPCETIVES

CUSTOMER

INTERNAL PROCESSES (processes)

KNOWLEDGE & GROWTH (people)

FINANCIAL (money)





DE’s Strategy Map…



Scorecard Categories

Customer
Product/Services
Organizational Effectiveness
Human Resources
Leadership & Governance
Financial



Scorecard Development Methodology

Provide 3 to 4 Indices for each of the six 
categories or perspectives
Provide a weight for each index totaling to 
100%
For each index provide at least 2-3 
applicable metrics
Provide a weight for each metric totaling 
to 100% 



1. Customer Perspective



2. Product/Services Perspective



3. Organizational Effectiveness Perspective



4. Human Resources (people) 
Perspective



5. Leadership & Governance Perspective



6. Financial Perspective



Library System Cascaded Scorecards Concept:
40,000 foot view

From the “Measure of Library Excellence” Copyright 2006



 

Statewide Level 

Division Level 

Staff Level 

What gets measured at one level…

From the “Measure of Library Excellence” Copyright 2006



Cascading Cause &  Effect
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Too Complex To 
Manage with 

Spreadsheets !!



InsightVision Software



InsightVision Software: InfoSheets



InsightVision Software





InsightVision Software



InsightVision Software: Trend Charts

www.insightformation.com





It is a Journey
It helps to have a Track

OR

Performance Improvement

(without a Framework)

Performance Improvement

(Baldrige, BSC, SAM)

Step 1
Awareness

Baldrige
Step 2

Strategy
Balanced Scorecard

Step 3
Alignment

SAM



Making Vision Concrete



Delaware Division of Libraries
www.state.lib.de.us

Annie Norman—Delaware State Librarian
annie.norman@state.de.us

Despina Wilson—Management Analyst
despina.wilson@state.de.us

And the Delaware Library
Quality Learning Journey Continues…

Any Questions?
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